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SAFETY LEADERSHIP AND COMMAND CLIMATE GUIDE

Introduction

CNO reminds us, "Navy leaders must communicate and shape accurate expectations. Our people
promise to serve, leaders in return commit themselves to mission accomplishment, to the good of
the institution, and the growth and well being of their shipmates. That involves clarifying
expectations for subordinates.” Naval aviation expects Commanding Officers to provide
comprehensive leadership. Some of this expectation is clearly communicated, measured and
institutionally supported especially in the area of operational effectiveness. Exact expectations
however, dim in non-operational areas. One of these expectations is to set and constantly
reinforce the command climate and culture. However, there are no specific programs or metrics
to guide or evaluate this expectation.

Climate is the feeling you get as you walk around, talk to people and see how they interact, the
cleanliness of the command, and the military bearing of the people and professionalism
displayed in carrying out evolutions and performing maintenance. Culture is the evolution of
climate and the influence of leadership over time. It is measured through communication, trust
and integrity. As it relates to mishap prevention, culture is our non-physical operating
environment and supports a wide range of rules and attitudes that profoundly affect how we
work and train. Leadership styles, formal and informal, both past and present, exert great
influence on those attitudes and operating rules that form a specific culture. Formal and informal
leaders communicate acceptance of these specific attitudes and rules either through direct and
visible actions or support (right or wrong) or through sustained tolerance. You as a leader bear
the ultimate responsibility of placing your personnel in harms way.

There is no one right way to create or sustain a positive command climate and robust culture.
The following areas are provided to help you foster the right safety climate and culture, one that
emphasizes trust, integrity, communication and leadership, and deeply root it into the very fabric
and operations of your unit. It is requested that you constantly update this guide based on
lessons learned and new ideas and pass it on at a minimum during command inspections.

Preparation

A Commanding Officer should have a profound understanding of human nature, the knack of
smoothing out troubles, the power of winning affection while communicating energy, and the
capacity for ruthless determination where required by circumstances. He needs to generate an
electrifying current, and keep a cool head in applying it. He needs to seek optimum, not
adequate performance. Not easy, but like landing at the ship a good start means everything when
you are preparing for Command. There is no one right way to lead. Individuals come from
various personal and professional backgrounds and have different personalities, leadership styles,
goals and perspectives. Proper preparation will allow you to understand how these aspects
interrelate and what it takes to be the best, begin developing the mindset and framework for your
desired Command climate, and ultimately help you on day one to improve command



performance of which a safe and accident free environment is a bi-product. The following will
help with that preparation:

e Command Leadership Course

Mandatory, even for previous CO's. A chance to reinforce fundamental tenets of Naval
leadership and improve decision-making foundations. Also an opportunity to begin assessing the
vision and values of your new command and developing ideas for change. A CD of course
material is provided in enclosure (1), appendix A. The website for the Command Leadership
School is listed in suggested reading, appendix B.

e Aviation Safety Command Course

Mandatory if not attended in last 3 years. Designed to indoctrinate and reinforce CO's in
the current policies, philosophy and techniques of an effective Command safety program. The
Navy Postgraduate School Aviation Safety website is listed in suggested reading.

¢ Command Climate / Culture Assessment

You have the ability to informally assess command climate in a very short amount of
time using the human side of organizational life: leadership, motivation, communications,
decision-making, goals, and controls. During turnover you may want to consider using the
framework outlined in enclosure (2), appendix A, to gain an insight on the existing command
climate / culture and define areas where you may want to concentrate your early efforts to either
build on the current climate or begin its transformation. Also, if the command has not done a
formal Safety Center Culturel Workshop or the NPGS web based cultural survey in the last 6
months that is also highly recommended. Read the suggested items in appendix B for more
information on these and other important aspects of command climate.

e CTP/XO Mentoring (by CO)

Remember Skipper; you were once a CTP/XO looking forward to assuming command
and trying to learn as much as possible. Frequently communicate with your CTP/XO, seek
opinions, solicit inputs, delegate to the maximum extent possible, and understand that you two
are a team and the command needs to see you that way. Also remember you are training your
relief, so that when you depart the command the new leadership will not miss a beat. In superior
commands CTP'S/XO's are active in planning, key to unit staffing, display professional
‘knowledge, ensure that the standards are met and enforced, and get out and about to accomplish
this. An article on mentoring is provided in enclosure (3), appendix A.

¢ CO Mentoring (by the Wing Commander or Reporting Senior)

Starts with the Wing Commander or Reporting Senior sharing his views on leadership
and being explicit on how he expects a particular command to operate. . Col Fraser's July/Aug
02 Wing Safety Gram, enclosure (4), appendix A, is a good example of communicating policy
expectations relative to safety and operational risk management. There will be other



expectations promulgated formally and informally but CO's also need frequent constructive
feedback over time on those specific personal characteristics and behaviors that distinguish the
CO's of superior commands. They are:

- Targets key issues

- Gets personnel to support Command philosophy
- Develops/involves CTP/XO

- Gets out and about '

- Builds team and Espirt de Corps

- Keeps his cool regardless of stress level

- Knows his / her people, and their capabilities

- Develops strong Wardroom Camaraderie

- Develops military / civilian partnership

- Values and seeks Senior Enlisted and Government Service Personnel advice
- Ensures training is meaningful and effective

- Builds positive effective relationships

- Influences successfully

- Leads by example

- Engenders loyalty

e Suggested Reading/Browsing:

- Command Leadership School Website (wwwnt.cnet.navy.mil/cls)

- CNAF Rosetta Stone Website (https://extra.cnap.navy.mil)

- Naval Safety Center Website (www.safetycenter.navy.mil)

- Naval Postgraduate School Aviation Safety Website (www.nps.navy.mil/avsafety)
- CNAF Operational Risk Management Website (www?2.cnad.navy.mil)

- Ultimate Guide to Aviation Safety, CD Rom, enclosure (1), appendix B

- Culture Shock, enclosure (2), appendix B

- Thoughts on the Culture Workshop and Other Things, enclosure (3), appendix B
- Culture Workshop Seminar Overview, enclosure (4), appendix B

- Culture Workshop Lessons Learned / Best Practices, enclosure (5), appendix B
- MCAS Sample Survey, enclosure (6), appendix B

- CSA Sample Survey, enclosure (7), appendix B

- CNAP Apr 01 msg on Leadership and Retention, enclosure (8), appendix B

- CNAP Nov 01 msg on Fly, Flight, Lead, enclosure (9), appendix B

- Command Excellence: What it takes to be the Best, enclosure (10), appendix B
- Leadership is Flesh and Blood, enclosure (11), appendix B

- Nobody Asked Me but....Fish Rot from the Head, enclosure (12), appendix B

- Redefining Airmanship by Tony Kern

- Command at Sea by VADM W.P. Mack

- Command Excellence in the Wardroom by Robert Greenly and George Fehr

- The Transformational Leader by N. M. Tichy and M. A. Devanna

- United States Navy Policy Book

- Navy Regulations

-UCMJ




- OPNAVINST 3750.6

- OPNAVINST 3710

- OPNAVINST 4790

- OPNAVINST 3500.39
- OPNAVINST 5354.1D

Establishing Policy/Standards/Expectations

Ideally before, but no later than soon after you assume command you should not only recognize
the importance of, but articulate your Command philosophy and personal policy statement
regarding your fundamental beliefs on how you want the Command to operate and why. You
also need to understand the importance of communicating it to all personnel and obtaining their
support and buy-in. A successful, well articulated philosophy and policy results in high morale
and the desired culture based on commitment, trust and integrity. The following are some
suggested ideas for setting and promulgating your policy, standards and expectations:

e Command Philosophy/Policy Statement

Needs to be explicit, realistic and is most effective when formally promulgated in
writing. Samples are provided in enclosure (1), appendix C. Personnel know what the standards
are by being told and by observing the behavior of those whose job it is to enforce them.
Remember, your actions and example most powerfully communicate your philosophy. It is
through your day-to-day behavior that personnel learn operationally what is important and how
you really expect it to be done. Ideas for conveying important attitudes and walking the walk
and talking the talk are presented later in maintaining standards.

e New Arrival Check-in Briefings

All command personnel need to hear from you personally as soon as possible after the
Change of Command, and all new arrivals as part of their check-in process. To ensure quality
and consistency regardless of what else may be going on, you need formal briefs and checklists.
Sample information from squadron in-briefs, command presentations, ready room briefs and
individual aircrew/project officer briefs are provided in enclosure (2), appendix C. Additionally
enclosure (3), appendix C, provides RADM Johnston’s, COMNAWCWD, all hands safety and
risk brief.

e Directives and Instructions

Read, review, and understand them. Make sure your philosophy, policy, directives and
instructions are aligned. Every effort should be made to avoid misunderstandings
regardless of reason or message mismatch, but should one occur, personnel need to know
your decision on what takes precedence.



e Standard Operating Procedures/Squadron Organizational Manual

Both need to be clearly written, understood and again aligned with other governing
instructions. Equally important, they need to reflect how you "really” do business. Don't get
into the habit of waiving directives specified within your SOP. Numerous waivers have the
effect of lowering the standard and encouraging less than optimum performance. In situations
where a waiver may be appropriate have that decision tree/process articulated in the SOP.

e Training Sessions/Seminars

You all understand "train like you fight," no different here. Get together with your key
leadership groups, utilize scenarios or literature that reflect your ideas, solicit inputs, and discuss
how they apply to safety and risk management. Establish a process that encourages decisions
made at the most appropriate level within your organization. Look at the lowest level that a
decision should be made and then determine what you must do to place the decision making
process at that level.

e Special Saying or Motto:

Like "If you're not having fun you are not doing it right" or “ Safety is my #1 priority”.
All too often, these statements can have negative results within your organization. Sound bites
like this can be a powerful tool, but don't get caught short when it comes to practicing what you
preach or realizing the intended results.

Maintaining and Reinforcing Policy, Standards and Expectations

In superior units there is no mystery about what the standards are and the consequences of not
meeting them. However, you can't just tell people what is expected and then assume things will
be done right. You need to constantly monitor how well things are going and be on guard for
problems that may arise. This can range from informal conversations to formal programs and
actions. The following tools or actions will help you monitor and reinforce policy, standards,
and expectations:

e Constantly review and update standards and operational and safety procedures
¢ Ensure Strong communication, evidenced by

- Communication occurs frequently

- People listen to each other

- Explanations are given often

- Communication flows up, down and across the chain of command

- Supervisors get out and about

- Personal issues are discussed

- Routine all-hands, all aircrew, all officer, Captains Call forums

- Monthly safety gram, example provided in enclosure (1), appendix D



- POD notes, general safety examples are provided in enclosure (2), appendix D,
other areas contained on safety center web page

- Operations / ORM / Safety meetings

- Maintenance meetings

- Platform coordinator meeting

- Safety Council meetings and minutes

- Routine safety awards and awareness venues

- Safety read board or share folder, example provided in enclosure (3), appendix D

- Routine safety posture reports, example provided in enclosure (4), appendix D

Utilize available tools and processes

- CO suggestion box

- Anymouse Program

- Operational Pause

- Safety Stand down

- Wing IG/Command Inspection Program

- AMMT Visits

- Model Manager Visits

- Safety Survey

- Safety Center Culture Workshop, information provided enclosure (3-5), appendix B
- NPGS Cultural Web Survey, information provided enclosure (6-7), see appendix B
- Human Factors Council

- Human Factors Board

- Temporary Groundings

- FNAEB

- Sponsor or mentor program

- Internal audits and hazard reporting and follow-up system
- Ready room lessons learned log

- ORM, incorporated in all planning and decision making

- General military, NATOPS/ACT and maintenance training
- ORM practical exercises at safety stand down or training

- Safety Center Preventive Maintenance Program

Convey Important Attitudes and "Walk the Talk"

- Personal morale and motivation always high

- Good safety self talk

- Safety department has a prominent location

- Safety jobs and assignments viewed as desired and value added
- Supervisors key to reinforcing safety command climate

- Safety department is proactive vice reactive

- Flight surgeon active involvement

- Lead by example, on the ground and in the air

- Make time to fly and manage the flight schedule



- Command presence during flight operations

- Strong what and why mentality

- Absolute support of the "no vote" concept

- Tie rewards to appropriate goals vice those that could lead to shortcuts or violations
- Have the moral courage to always do the right thing

- All actions must support trust and integrity

- Sensitive to and avoid unintentional persuasive culture

- Attend and participate in training

- Develop a "ready room atmosphere”

- Stress importance of informal network to surface violations, hazards and behaviors, etc.
- No perception of negative reaction should someone report a violation or hazard

- Encourage peer influence to discourage violations or negative behaviors

- Temporary groundings for life stressors are not bad

- NATOPS, crew rest, ACT, etc. applies to you too.

Summary

You are responsible and accountable for every aspect of your command. Mission
accomplishment and asset preservation will always be a top priority. A leader must understand
that he should not focus on managing statistics, instead focus on leading and caring for his
sailors. It is unacceptable to lose a single sailor as a result of a hazard that we failed to see or
anticipate. This guide is an attempt to help you lead your command more effectively in the areas
of risk management and safety. Although sound leadership and command climate principles
apply to all aspects of command, successful examples of administrating these attitudes may
differ. As you evaluate the suggested actions to accomplish a certain objective always consider
whether there is another way to safely accomplish the same objective. Fleet Admiral Nimitz
once remarked, "The time for taking all measures for a ship's safety is while still able to do so."”
The strong risk management and safety climate you develop is a key first step.
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STUDENT GUIDE CIN-P-1B-0004

INFORMATION SHEET 6-1-1
A. Introduction:

This Information Sheet provides thoughts on a method to informally assess a command’s
climate.

B. References:
Malone, Dandridge M. The Integration of Internal Operating systems: An Application of

Systems Leadership, Strategic Leadership, A Multi organizational-Level, edited by Robert
L. Phillips and James G. Hunt.

What is command climate? One explanation is that it is the “feel” you get as you walk around,
talk to people and see how they interact, the cleanliness of the command and military bearing of
the people, and the professionalism displayed in carrying out evolutions and performing
maintenance. As a commanding officer, you have the ability to informally assess a command’s
climate in a very short amount of time; one hour or less. Likert, in The Human Organization
(1967), described climate as a systemic phenomenon resulting from the interactive effects of all
the major components of the human side of organizational life: leadership, motivation,
communications, decision making, goals, and control. Using these components, you can quickly
assess the climate of any command. During your turnover you may want to consider using the
following framework to gain an insight on the existing command climate and define areas where
you may want to concentrate your early efforts at transforming the climate to meet your
expectations.

Leadership:

How much confidence is shown in subordinates?

How free do they feel to talk to superiors about their job?

Are subordinates’ ideas sought and used, if worthy?
Motivation:

Is predominant use made of fear or fear of involvement?

Where is responsibility felt for achieving the organization’s goals?
Communications:

What is the direction of information flow?

How is downward communication accepted?

How accurate is upward communication?

How well do superiors know problems faced by subordinates?
Decision making:

At what level are most decision made?

Are subordinates involved in decision related to their work?

How much does the decision making process contribute to motivation?

Command Leadership Course 6-1-11
UNCLASSIFIED



STUDENT GUIDE CIN-P-1B-0004

- QGoals:
How are organizational goals established?
How much resistance to goals is presented?
-Control:
How concentrated are control and review functions?
Is there an informal organization resisting the formal one?

You can certainly add several of your own questions to each component to obtain the assessment
you are looking for to better make decisions regarding the current climate of the command. An
organization's climate is all of the answers to all of these questions by all of its people, over a
period of time-a vast array of perspectives, all mixed and blended together into how an
organization "feels" when you are inside it. The climate of the command evolves slowly over
time and becomes its culture. Is that why some commands have consistently good reputations
over time and some do not? This informal approach, coupled with a formal assessment of the
command can provide a wealth of information for you to either build on the climate or begin its
transformation.

Command Leadership Course 6-1-12
UNCLASSIFIED






1993 AWS Professional Writing Award First Place

“What Is This Mentor Stuff?”

Both Officer Candidates School and The Basic School have im-

plemented mentor programs that are designed to assist a struggling
candidate or second lieutenant. Here one author offers a perspective
on such programs.

by Capt Brian K. Buckles

Before the Greek King Odysseus left for the war, he tasked
his servant, Mentor, to take responsibility for the education
and parental responsibilities of his son Telemachus. Mentor
was tasked with teaching Telemachus not only book knowledge
but also ‘the wiles of the world.’

fines mentor as a wise and trusted

Today the Random House Dictionary de-

counselor.

Ancient warriors and present-day military
leaders have relied on the mentor concept as a
way to counsel juniors about their duties and re-
sponsibilities in the profession of arms. Recently,
however, this age-old concept has raised its head
in various corners of the Marine Corps as a pro-
gram to assist those officers or potential officers
having trouble assimilating into the Marine Corps
lifestyle. The methods in which these mentor
programs have been implemented have created
doubt and apprehension on the part of those in-
volved, and in some instances have led to a neg-
ative aura surrounding the entire mentor concept.

Though mentoring is not a panacea, it does
have valuable benefits. Failing to examine the ori-
gins, purposes, and potential pitfalls of these men-
tor programs may cause the Marine Corps to miss
an opportunity that would benefit all officers.

The use of mentors has gained prominence in
the civilian business sector because of the need to
pass on the experiences of upper-level manage-
ment to junior executives who are being groomed
for increased responsibility. The experienced
mentor acts as a role model and provides guidance
that aids the junior in overcoming phases of anxi-
ety, stress, and inflated expectations about his or
her new work environment.

The developing relationships between a mentor
and a junior, according to D.S. Libbey in an un-
published paper titled “Mentoring in Manage-

IMan'ne Corps Gazette ¥ October 1994

ment,” “are rarely officially sanctioned relation-
ships, but develop naturally in an unofficial man-
ner in most cases.” This naturally developing rela-
tionship represents a combination of friend, parent,
teacher, and guidance counselor. The mentor is
obligated to find the right balance and must avoid
becoming focused on one aspect of that relation-
ship. Too much friendship can lead to the percep-
tion of favoritism by the junior’s peers. Too much
counseling can be seen as excessive criticism by the
junior, which leads to apprehension about the
mentor. A balanced relationship between the men-
tor and his/her charge can produce a life-long as-
sociation that benefits both people.

A drawback to strictly natural development of
mentor relationships in an organization is that fe-
male and minority employees find themselves
lacking guidance, and thus failing to socialize
rapidly. According to Professor Wayne F. Cascio’s
book Managing Human Resources: Productivity,
Quality of Work Life, Profits, he states that:

Unfortunately, women and blacks often find
themselves excluded from mentoring relationships.
Part of the difficulty is that mentoring is frequent-
ly based on friendship, admiration, and nurturing
developed outside a 9-to-5 schedule. Moreover,
some men hesitate to take on female protégés be-
cause of the sexual innuendoes that often accom-
pany such relationships.
Therefore, civilian businesses are beginning to in-
tervene directly with sanctioned mentor programs
developed by their human resource management
departments. By intervening directly, businesses
are hoping to correct this disparity and provide
equal opportunities for all employees.

The civilian business sector has promoted
mentoring because it has found that early and
rapid socialization (learning organizational poli-
cies, norms, traditions, and values) reduces em-
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ployee turnover rates, retains corporate knowl-
edge, and increases employee morale. An added
and unexpected bonus to sanctioned mentor pro-
grams in the business place has been that middle-
level and upper-level managers designated as men-
tors began to show morale improvements and
increased productivity. These newly designated
mentors began to realize how significant a role
they could play, and they felt honored that the
.company trusted them in this significant role.
Just as the civilian business sector found it nec-
essary to intervene with sanctioned mentor pro-
grams, so did certain Marine Corps organizations.
One of the first organizations in the Marine Corps
to intervene directly with a sanctioned mentor
program was The Basic School (TBS). Increased
female and minority recycle rates and attrition
rates led to the commanding officer’s (CO’s) ini-
tiation of a mentor program. TBS Policy Letter
#11, “The Mentor Program,” published in April
1992 states:
The purpose of this program is to facilitate contact
between staff and students that goes beyond the
chain-of-command. It
will hopefully provide an
additional avenue for ad-
vice, counsel, and sup-
port for those students
who choose to avail
themselves of it. [ believe
that it will assist in the
increased  professional
development of our offi-
. cer students by fostering
the concept of teacher-
scholar and making the
new officer feel more
like a fellow officer in
the profession of arms in-
stead of ‘just’ a student.
Basically, the program
serves as a tool to assist

ty assimilating to the Marine officer lifestyle. Fo
example, a lieutenant whose test grade averag
falls below 75 percent will be assigned a mentor.

The mentors at TBS are staff members not i
the lieutenant’s chain-of-command. The purpos
of this is to allow the student an opportunity t
discuss problems without the pressures of evalua-
tion and to provide the student a fresh viewpoin
on his or her performance from someone he o
she feels comfortable with. Policy Letter #11 fur-
ther states:

SPC:s [staff platoon commanders] can use the men'
tors as a resource for students, either suggesting o
arranging for students to visit with a mentor who
shares some experience or background whic
could be of assistance to the students.

Views of the success of the mentor program a
TBS vary widely. Some staff members see the
process of sending students to the mentor as an ad
ditional burden that disrupts the intent of th
chain-of-command. Some staff members view the
mentor as someone who can verify a student’s de-
ficiencies and, therefore, can assist in the student’
disenrollment process. A few staff members hav
grown to appreciate the mentor program as they
have witnessed its success with students requirix:;

those student lieutenants who are having diﬁicull

assistance. Regardless of the variety of views, th
intent of the mentor program at TBS is to assist i
student socialization, reduce student disenrollment
and associated costs with disenrollment, and in
crease student morale.

The next organization in the Marine Corps to
implement a mentor program was Officer Candi-
dates School (OCS). Faced with allegations of bi
and injustice by formerly disenrolled candidates,
quality management board (QMB) was stood up
by the commanding general, Marine Corps Com'

bat Development Command in the Fall of 1992 ¢
investigate OCS’ operating procedures and hig
attrition rate. Following the debriefing of the
QMB’s results to the executive steering commit
tee in May of 1993, the CO of OCS was directe
to implement a mentor program as a way to assis
minority officer candidates. This program would

Marine Corps Gazette v¢ October 199



be only one element of a larger-scale program to
reduce officer and officer candidate attrition rates.

The CO tasked the leadership section of OCS’
academic department with developing a mentor
program. Debates raged over the conflicting
philosophies of OCS’ mission and a mentor pro-
gram’s purpose. Some felt that a mentor program
implied that OCS would now assist candidates in
overcoming their leadership deficiencies. This was
viewed as contrary to the evaluation and screen-
ing philosophy of objectively and subjectively
evaluating a candidate’s ability to overcome lead-
ership deficiencies on his or her own accord.

Following much discussion, the final outcome
resulted in the publication in June 1993 of OCS
Order 1530.3, Implementation of the Mentor Pro-
gram. The following excerpts from OCS Order
1530.3 highlight its purpose and intent:

* The purpose of the mentor program at Officer
Candidates School is to afford officer candidates an
opportunity to seek leadership assistance from staff
officers outside the evaluation process.

* My intent is not to bypass the traditional use of
the chain-of-command, but to provide a support
network of guidance and assistance for those can-
didates who desire such support.

» Officer Candidates School provides an environ-
ment which affords every candidate the greatest
opportunity for success.

In order to prevent the conflict of opposing
philosophies as described above, the CO of OCS
determined that the mentors should come from
the academics department; therefore they would
not play a part in that candidate’s evaluation
process. The information discussed between a
mentor and a candidate is to remain in relative
confidence, except in the extreme case where in-
formation involved allegations against another staff
member or proved to be potential disenrollment
material.

Many other concerns about a mentor program
at OCS were discussed prior to implementation.
Those concerns included quantifying the success
of the program; preventing the perception that
bypassing the chain-of-command is acceptable;
and receiving feedback on the program that
would allow the candidate company staff and the
officer selection officers (OSOs) to anticipate and
address candidate’s problems in the future.

Presently, the mentor program at OCS is per-
forming its role as initially envisioned. End-of-
course critiques and exit questionnaires have re-
vealed that the candidates believe the program is a
valuable aid. Though many candidates never use
the program, they have indicated that they have
a comfortable feeling knowing there is some-
where to turn in case they have troubles. Trends
of topics discussed with mentors have been iden-
tified and generally fall into four categories:

« First, the candidates question their ability, their
desires, and their original goals for OCS atten-
dance. Candidates often become so focused on
completing one task at a time, one day at a time,
that they become discouraged and forget why

Marine Corps Gazette v¢ October 1994

they originally came to OCS. In this case, the
mentor acts like a football coach who pats the
quarterback on the shoulder and then sends him
back into the game.

* Second, candidates seek advice on upcoming
events and billets and seek clarification of the bil-
let assignment process. Candidates sometimes
have difficulty understanding the billet duties
and responsibilities that we as Marines take for
granted (and assume they comprehend). Mentors
merely recap the billet’s inherent responsibilities
as outlined in their Candidate Regulations.

* Third, candidates use the mentor as a way of
relieving built-up stress that the program of in-
struction induces.

* Finally, candidates express that their expecta-
tions of OCS differ significantly from the reali-
ties of OCS. Usually these candidates are the
ones who have failed to prepare mentally and,
therefore, are unable to relieve encountered
stress.

Specific comments by minority and female can-
didates on the end-of-course critiques have indi-
cated their appreciation for the mentor program,
especially when given the opportunity to meet
with a minority or female mentor. They felt it as-
sisted their adaptation to the Marine Corps’ beliefs
and values (i.e., socialization), and it allowed them
to establish contact with po-

tential role models.

Quantifiying success of
the mentor program at OCS
is difficult. Although the CO
appeared at the time to have
some initial reservations upon
implementation, the positive
responses reflected by the
candidate critiques have most
likely dispelled those con-
cerns. Similar to TBS’ pro-

In order to prevent the
conflict of opposing
philosophies . . . ,
the CO of OCS deter-
mined that the men-
tors should come from
the academics depart-
ment; therefore they
would not play a part

gram and civilian programs, in that candidate’s
OCS’ mentor program assists  evaluation process.

in socializing candidates, im-
proving morale, and reducing
unnecessary attrition and as-
sociated attrition costs.

The benefits to sanctioned mentor programs at
OCS and TBS were viewed as a potential solution
to the overall minority officer candidate and offi-
cer attrition problems that have been facing the
Marine Corps. Therefore, a second QMB, tasked
with analyzing minority officer attrition, estab-
lished a process action team (PAT) to review the
feasibility of enhancing the mentor concept to
benefit those who face higher rates of attrition.

The PAT, chaired by LtCol Alphonse G.
Davis, determined there to be four significant
“chokepoints” of attrition prior to any officer’s
graduation from TBS:
¢ The first chokepoint occurred with the initial
contracting of potential candidates by the OSO.
The OSOs faced varying degrees of difficulty
in filling assigned gender and ethnic quotas.

* The second and third chokepoints were attrition
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rates with the Platoon Leaders Course (PLC) Ju-
nior, PLC Senior, and PLC Combined programs.
OCS was experiencing difficulties in graduating
acceptable proportional levels of female and mi-
nority candidates.

¢ The final chokepoint was the actual number of
successful candidates who accepted commis-
sions—OCS graduation does not obligate a candi-
date to accept a commission.

Analysis by the PAT concurred with a Navy
Times report that determined the second, third,
and fourth chokepoints, in essence OCS attrition,
were being addressed successfully by OCS. The
PAT originally focused on precandidate mentor
programs that could address
specific minority- and fe-

The mentor and the male-related issues such as
protégé cannot, how- perceived racism, bias, and
ever, become such
good acquaintances
that objectivity on the gram could address the first
mentor’s part is lost. chokepoint—officer appli-
The protégé cannot be cant contracting. The team

obstacles to promotion.
The team also focused
on ways that a mentor pro-

allowed to rely solely then determined that an

on the mentor for
guidance, and the
mentor cannot be al-

lowed to solve the pro-

tégé’s problems.

experienced officer, one
who shared a common
background with a poten-
tial candidate, could assist
the OSO in making initial
contact, discussing personal

experiences, and giving

guidance on the challenges
of becoming a Marine officer. Because these as-
sisting officers did not meet the true spirit of a
mentor, the PAT titled them OSO support offi-
cers.
The proposed OSO support officer program
would draw volunteer officers, active duty and re-
serve, from the geographic region nearest the
prospective candidate. In theory, the OSO sup-
port officer would provide the guidance necessary

to “level the playing field” for all candidates prior
to their arrival at OCS.

The PAT’s final recommendations with reg;
to sanctioned mentor programs in the Marine
Corps included establishment of an OSO support
officer program; continuation of OCS and T
mentor programs; and an emphasis by the Co
mandant of the Marine Corps on returning to the
basics of counseling and mentoring. The final re
ommendation, in the form of a White Lett(j
would include guidance on the commander’s r
as a mentor, and would reference NAVMC 2795,
USMC User’s Guide to Counseling. Some P.
members felt that negligent counseling and me
toring practices on behalf of commanders have di=
rectly contributed to an increase in the perception
of institutional racism and bias.

As one who participated in the mentor pr.
gram implementation at OCS, I was able to view
firsthand certain pitfalls that can adversely imp
the program. A failure to recognize these pitf:i
can, and will, lead to poorly managed ment
programs.

The first potential pitfall is the misleading p
ception of a mentor’s role. Yes, the mentor %
act as a friend, parent, teacher, role model, a
guidance counselor. The mentor can provide pro-
posed solutions, critique performances, and bo
morale. The mentor and the protégé cann
however, become such good acquaintances that
objectivity on the mentor’s part is lost. The pro-
tégé cannot be allowed to rely solely on the mej
tor for guidance, and the mentor cannot be
lowed to solve the protégé’s problems. If any of
these errors occur, then the mentor-protégé re
tionship has been compromised and professio
development declines rapidly. The old saying “
miliarity breeds contempt” must be kept in mind.

A second potential pitfall is the loyalty confli
a protégé may experience between a mentor a!
a commander. Sanctioned mertor programs see
shared, common backgrounds as a technique to
pair a2 mentor with a protégé. Shared, comm
backgrounds may include having been memb
of the same fraternity, having competed in the

same college sport, having a similar hobby, or su.

_ply having the same gender or ethnic identi

This shared, common background serves as
icebreaker, or springboard, to further bonding.
Because sanctioned mentor programs use ment
from outside the chain-of-command, a well
veloped mentor-protégé relationship can conflic
with existing commander-subordinate relation-
ships inside the chain-of-command. This confl
of loyalty can be easily prevented by the ment
if the first pitfall is avoided. The subordinate,
however, is responsible for realizing that the me
tor only provides guidance, while it is the co’
mander who writes fitness reports. The subor
nate should also realize that the commander has a
role in his or her professional development,
the commander, too, can act as a second ment
When a protégé seeks guidance from a ment3¥,
the protégé assumes that what is discussed is said
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in confidence. This assumed level of confidential-
ity is the third potential pitfall to sanctioned men-
tor programs. Unfortunately, strict confidentiality
seldom exists in the military were the Uniformed
Code of Military Justice carries the ultimate
authority.

Though no need exists to openly discuss guid-
ance sessions with others, information presented
of significant importance must be reported to the
protégé’s chain-of-command. The mentor must
simply advise the protégé that he (the mentor) is
obligated to do so, and that the protégé is also ob-
ligated to inform his chain-of-command. Deter-
mining what information constitutes “significant
importance” is the responsibility of the mentor.
The mentor may make occasional contact with
the protégé’s commander in order to assess that
protégé’s progress in professional development.
This contact will aid in preventing mistrust be-
tween a commander and his subordinate’s mentor,
and it will aid in preventing the second pitfall of
conflicting loyalties.

As sanctioned mentor programs expand, per-
sonnel designated as mentors may not have the
necessary training to provide sound professional
guidance. Therefore, lack of appropriate training
and preparation of designated mentors can be-
come a pitfall. Personnel designated as mentors
must receive training in their role and purpose in
the mentor program. The designated mentor must
have a clear understanding of the intent of the
person establishing the program. Failure to under-
stand that intent defeats the purpose of imple-
menting a sanctioned mentor program.

Establishing a sanctioned mentor program cre-
ates administrative paperwork, appointment let-
ters, training seminars, and counseling forms that
lead directly to the final pitfall—time consuming
paperwork. Every effort must be made to keep the
level of bureaucracy to a minimum in order to
prevent a lack of interest in the program. Marine
officers already overwhelmed with additional du-
ties will not see the mentor program as building
professionalism—but instead see the program as a
burden.

Civilian businesses, OCS, and TBS have been
successful in implementing sanctioned mentor
programs. They have improved mentor and pro-

tégé morale, they have decreased turnover and at-
trition rates, they have reduced associated costs in-
volvet with turnover and attrition rates, and they
have instilled programs that enhance the overall
professionalism of their respective organizauons.
We cannot overlook the fact that all four Total

Quality Leadership organiza-
tions (including the PAT) rec-
ommended implementation
of mentor programs as a way
to address specific officer can-
didate and officer female and
minority attrition problems.
All four organizations also
came to the same conclusion
that these programs, if execut-
ed correctly, could benefit all
members of an organization
requiring assistance and would

The subordinate
should also realize that
the commander has a
role in his or her pro-
fessional development,
and the commander,
too, can act as a sec-
ond mentor.

not be successful if aimed solely at the original tar-

get audience.

Regardless if mentor programs are adopted or
if commanders choose to enhance their own role
as a mentor, examining the origins, purposes, and
potential pitfalls of sanctioned mentor programs
will allow all Marine officers to glean the benefits
of professional development. As Roger H. Nye
states in his book, The Challenge of Command:

It is the commander-as-trainer who attempts to
prepare his people for missions they might embark
on tomorrow morning. As mentor, however, the
commander looks more towards the horizon, to
the protégés’ potential in years to come. . . . the
mentor’s role is to make protégés better leaders,
better decisionmakers, and more courageous

soldiers . . .

us gmc

Marine Corps Gazette w¢ October 1994

>Following graduation from AWS, Capt Buckles was assigned as the
S-3 officer and CO, Headquarters Company at Camp Fuji, Japan.
Prior to attending AWS, he was assigned to OCS where he served in
a variety of billets.
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July/August 2002

Naval Test Wing Atlantic

Safety Gram

"GATOR SENDS:"

To all Teammates: I have elected to retire from the Marine Corps and this will be my last Safety
Gram. The Safety Gram has been a way for me to share my thoughts on safety and Operational Risk
Management with everyone in the Wing. My philosophy has been straightforward. If you set and
maintain high standards, if you have effective and caring leadership, if you pay attention to what you
are doing, if you are accountable for your actions, and lastly if you believe in and use the Risk
Management process—you will have done what is required to have a safe and professional organization.

The message that I have sent is simple; ACCIDENTS AS A COST OF DOING BUSINESS ARE
UNACCEPTABLE. I am not willing to accept any accident as a cost of doing business. We have had
accidents and fatalities in the Wing. The toll of these accidents cannot be measured only in terms of
life lost. These accidental losses drain already scarce resources and seriously impact our ability to
accomplish our mission. Eliminating accidental losses demands planning, assessment during execution
and a commitment to integrate Operational Risk Management into all activities, on and off-duty. This
will enable you to make informed decisions in controlling hazards and ensure that risk is accepted at
the appropriate level. The key is that all in a position to make a decision have the correct information

on which to base that decision.

I have listened to all those that say ORM is another "check-the-block system" that creates paperwork
and is a roadblock to accomplishing the mission.

IF YOU ARE ONE OF THEM - YOU DON'T GET IT AND YOU ARE WRONG. FUTURE
DECISIONS WILL BE INFORMED DECISIONS - THE FUTURE IS NOW.

The best leader in the Navy cannot eliminate all risk, but what he can do is enforce the standards and
demand that everyone demonstrate the utmost in professionalism. My challenge to you remains the
same as when I arrived here--on a daily basis demonstrate the professionalism, competency,
compassion, and a desire to accomplish the mission in a safe and responsible manner. Do these things
and you will be part of a professional organization.

I am extremely proud of the progress and sacrifices that have been made by each and every member of
this team. I know that you will continue to promote a safe work environment in the future.

It has been a great pleasure to be part of this TEAM.
"Standing By For Signals"

Colonel Gene Fraser, U.S. Marine Corps
Commander, Naval Test Wing Atlantic

Comments or Questions: Contact Tom Roberts at 342-3425 or rob navair.navy.mil or LCDR

Bill Patton pattonwr@navair.navy.mil 342-1145.
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CULTURE SHOCK

Lt Pat DeConcini
ANGRC/SE
Andrews AFB, MD

The Combat Edge (Jan 95)
In The Beginning

In October of 1992 Major General Shepperd,
Director of the Air National Guard, called
his Director of Safety, Col Nielsen, and
asked him to attend a briefing given by Lt
Col Groben, a maintenance officer who had
served on four Class A mishap investigation
boards. A group of senior officers listened
as Groben explained a unique theory he had
developed about mishap prevention. Col
Nielsen recalls, “For many at the briefing
this was a completely different approach that
was outside the normal acceptable
boundaries of mishap investigation.”
Nielsen and the others listened cautiously as
Groben explained that many recent mishaps
occurred not because an individual forgot to
perform a required inspection or a pilot
violated a regulation or procedure. Instead,
he argued, there were dysfunctional unit
cultures that allowed the errors to happen,
and these cultures were the root causes of
the mishaps. Nielsen remembers: “I was a
little skeptical at first, but I kept listening;
and the more I heard, the more it made sense
to me. After the briefing we decided that if
we really have a true quality environment,
we should at least examine the idea and see
what our customers in the field think.”

It was agreed that the ANG safety office
would take on the project to evaluate its
potential. Nielsen sent Groben to two
volunteer units to evaluate their cultures.
Nielsen explains‘: “We then surveyed these

3
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units and found out that the program was
very well received. Gen. Shepperd agreed
that the program had merit, so we decided to
continue.” It is now two years later and the
program has been taken to almost 50 Air
National Guard units and one Army
National Guard unit. After each visit, a
survey is given to the unit commander with
the results mailed to the ANG safety office.
Col Nielsen says: “Most of the surveys
contain comments such as:” ‘best program
yet for the units,” ‘every unit needs this
program,’ ‘thanks for a program that is for
us.” The units realize that this program is
for them to assess their unit culture. The
results are confidential and are not given to
anyone outside the unit including the ANG
safety office which sponsors the program.”
Nielsen attributes much of the success to the
non-retributional nature of the program and
gives great credit to Gen. Shepperd for his
long-term vision and ability to see beyond
the present paradigm. Nielsen explains: “A
program like this exemplifies the quality
principles that tell us to step outside of our
normal boundaries and imagine new ways of
doing business. We know that if we take
chances on a program of this type it could
fail, but if we are unwilling to accept that
failure is possible, we will limit our growth
and learning. Sometimes risk and
uncertainty are necessary to provide for a
continually improving organization.

What’s In A Name?



In the early stages of the mishap prevention
workshop, many commanders provided
feedback indicating that the name, Accident
Prevention Paradigm Workshop, was
inadequate and misstated the scope and
impact of the process. As a result of this
feedback, Lt Col Groben adopted a new
name and the following foundation

current Safety Investigation Board (SIB)
guidelines and procedures do not address
this fundamental issue - leaving the door
open for repeats. The current name, The
Leadership Culture Workshop, is descriptive
of the processes and results which are
creating a shift from the traditional
compliance view of safety to one with
culture as a root issue.

statement: “An_effective safety program

must exist on a fo i Integrity, Trust

and Leadership created and sustained by Pitfalls

cffective communication, The name of the —

program is: The Leadership Culture

Workshop. Groben says, “While integrity is

the bedrock of a sound safety program

communication is the medium through
which integrity is created.” the workshop
examines the existence of trust, integrity,
leadership and effective communication in
an organization. The workshop results are
the culmination of a deep inquiry into the
workings of the unit far beyond the scope of
traditional safety oriented examinations.
Traditional avenues of review are essentially
compliance based. That is, does a unit do
what they’re supposed to do, and do they
refrain from doing what they’re not
supposed to do? The workshop process does
not focus on these .compliance issues.

Rather, it examines the foundation of

compliance which i Groben
explains: “The issue then shifis from what

was done wrong, to why did it really

happen? "~ That is
attitudinal deficiencies exist that allowed the
atttudina
anom C thos

deficiencies rear their ugly head again if not
properly resolved?”” It only takes one breach
‘of integrity when “no one’s watching” to
overshadow hundreds of successful
Stan/Eval and QA performances. There are
several recent examples where the root cause
of the mishap was that the crew did not fly
what they said they would fly, constituting a
breach in integrity. Groben claims that

The lights are on, but no one’s home. The
existing system makes the commander
responsible for safety, with a Chief of Safety
to implement and manage the program.
Groben describes: “The right person for this
job is someone who demonstrates integrity.
The effect of filling this position with the
wrong person is importent from a cultural
aspect. Because of the high visibility of this
position, unit personnel are aware of the
actual performance of the Chief of Safety.
Unit members, both enlisted and officer, see
what’s happening and make judgments
about what the commander perceives as a
priority and what he/she does not. These
judgments essentially run along the lines of
“If it’s not important enough to place a
competent, capable person as chief of safety,
safety is not very important.” As Groben
explains: “The failure of commanders to
install an accountable and capable individual
as chief of safety constitutes a breach of
integrity readily visible to all unit personnel.
That breach spreads and becomes the
standard for the unit. If problems channeled
through the safety office are not handled
properly, the culture of safety in the unit will
deteriorate. Safety as an effective culture in
the unit will be diluted because the
commander did not create a culture that
places emphasis on it. Saying safety is
important will not produce the foundation




for an effective safety program. Actions that
mirror those words will.”

Leadership Style And Transition

Establishing the right culture many times
means altering the existing culture, and
change of any kind is often resisted. The
culture of a unit may have developed over
many years and its roots may be very deep.
On the other hand, some unit cultures are
newly developing, undefined, or just not
entrenched as deeply as others. If cultural
transition is necessary, it will probably be
much easier in the non-entrenched situation.

Another important factor which may effect
cultural change is the style of leadership
which created the existing culture. As with
cultures, there are many different leadership
styles and different types of leaders. One
leadership style that creates particularly
difficult problems for cultural change is the
fear and intimidation method. This style is
normally associated with micro-
management, arbitrary and capricious
actions and a “do as I say, don’t ask why,
and like it” attitude. From the commander’s
point of view, this style may appear to be
effective. However, as Lt Col Groben
explains, this is not always true: “The
reflection of this approach eventually begins
to manifest itself in negative ways. People
stop making independent decisions and seek
approval before acting because they are
unable to distinguish between situations
when approval is needed, and when it is not.
Honest opinions are not shared because they
are not well received. Lateral
communication and coordination begin to
suffer because people are too busy
protecting themselves.””  The fear and
intimidation approach  permeates the
organization and becomes institutionalized
at all levels. When a leader attempts to

transition to a more empowering style, or a
new leader takes the reins, the inheritance of
the old style may remain in place for a long
period of time in spite of substantial effort to
the contrary. Communicating honestly and
creating trust where there was none is
difficult and risky for the people. Since the
path of least effort is to continue with the
existing behavior patterns, it can be
extremely difficult to dislodge
institutionalized behavior patterns.

In order to change the culture, the unit
members and commander must first identify
what the culture is and what type of
leadership styles exist. This is where the
Leadership Culture Workshop comes into
play. Lt Col Groben’s system identifies the
unit culture and leadership styles and
provides a forum for honest and frank
discussion in connection with mishap
prevention.

Lt Col Groben believes: £As a co

_the best thing you can do for your unit is to.,
create the right culture, one that emphasizes
trust, integrity and leadership, and deeply

“root it into the very fabric and operation of
the unit. Then you will know s time

goes by and the torch is passed, your legacy

~of professionalism and safety will live on.”

Essential Elements

INTEGRITY. What does this mean to Air
Force pilots? Integrity is the most important
element because it encompasses the core
values that the other elements revolve
around.  Webster’s dictionary describes
integrity as “firm adherence to a code
of...values.” According to Groben, “If a
pilot has the opportunity to violate a rule
with little or no apparent chance of being
caught, but decides not to because there’s a
rule prohibiting it, that’s integrity.” In this



example, the reason why the pilot doesn’t
break the rule is not because he/she is afraid
of repercussions, but because the pilot
understands integrity and believes in
following the rules. What exactly is the
application of integrity? Why should we
follow some training rule that in a situation
really isn’t important or doesn’t apply?
Because, although the rule might not apply,
the value of following rules does. Groben
uses a hypothetical example and explanation
to make his point.

Squadron pilots regularly violate the
borders of a particular MOA. ATC doesn’t
usually complain because airline and
civilian traffic is rarely in the vicinity of the
border excursions. As a result, when a pilot
violates the MOA border, there is little or no
peer accountability and no consequence
back at the squadron. In fact, there is no
mention about it in the post-flight debrief
because, in practice, there is no potential for
harm. As the months and years go by, pilots
in this squadron become accustomed to, and
unafraid of, frequently violating MOA
borders. Then, while deployed to a
relatively unfamiliar training sight, Capt. O,
as part of a large package, shows up late to

the mass brief. He feels bad about being

late, but after all, “some guys are late to
every brief back home and nothing happens
to them.” Where our nocturnal pilot arrives
at the brief, he squeezes into the back of the
room and tries to spot his flight leader. The
local briefer is just finishing a discussion on
local procedure and airspace restrictions as
our pilot finds his flight leader and gets all
his paper work. Part of the local brief the
pilot missed was a discussion about the
importance of not violating the western
boundary of the MOA because airline traffic
uses it as a transition route into the local
commercial airport frequently flying very
close to the western boundary of the MOA.

The mission proceeds as planned and our
pilot is involved in several multi-bogey
engagements. As he pulls off from a guns
track and prepares to return to his cap
point, he realizes that a right turn will be
much shorter than a turn to the left.
However, he thinks that if he turns to the
right (the short way) he might go out of the
MOA, but he’s not sure. This is where the
subconscious part of his brain says “don’t
worry, we fly out of MOAs all the time and
no one even notices.” So, as he turns right
and looks over his shoulder for other
bandits, he crashes into a small commuter
airliner killing all 18 aboard. The pilot
ejects and receives a broken ankle on
landing and gets to tell the story for the rest
of his life. Investigators and commanders
completely miss the point and prompt a new
FCIF and training focus on maintaining
area boundaries.

But, as Groben explains: ‘“Area boundaries
are not the real issue. The real issue is that
the culture in the squadron allows its pilots
to become accustomed to violating rules. A
philosophy that allows rules to be broken
when it’s ‘OK’ leads to an opportunity to
break a rule at each decision point. The
system created that rule for a good reason
and based it on reliable data and real life
eventualities. When you understand this
idea and you follow a rule not because
you’re afraid of getting caught, but because
you understand the ‘big picture,’
congratulations. You have INTEGRITY.”

Groben believes integrity by only a few is
inadequate, @ which is why  peer
accountability is necessary to ensure all
members of a squadron have the same
philosophy. Does this mean we all have to
become policemen of each other?
Absolutely not! What it means is that when



you violate a rule, or you see one violated, it
is recognized as such and some sort of
corrective action is taken. This action might
only be a short mention in the debrief:
‘“Hey, you went a little below your minimum
release altitude; watch out for that.” Or self
recognition: “I should have called ‘blind’
immediately instead of waiting.” These
small actions by themselves might not
prevent a mishap, but the cumulative effect
of demanding the best out of yourself and
your peers definitely will.

TRUST. What does this mean to Air Force
pilots? Again, Webster’s dictionary defines
trust as “assured reliance on the character,
ability, strength or truth of someone or
something.” As pilots we trust and rely on
each other to carry out certain tasks.
Without mutual trust we cannot do our job;
it’s that simple. Time cannot be wasted
worrying about whether other flight
members are following the rules. The less
time wasted on such concerns leaves more
time available to do our main job. In simple
terms, the more we trust each other, the
better and safer we fly. Pilots must trust that
other pilots will attempt to protect them
from harm, give honest and constructive
criticism, accept criticism and act like
professionals. We need to be able to trust
our training, instructors, commanders and,
most importantly, ourselves. Lack of trust
can create a nagging feeling of uneasiness
which could prove disastrous in the
demanding environment of military flying.
As Groben states, “Trust comes from

proven, consistent, reliable behavior and the
knowledge that everyone is singing off the
same sheet of music; and most importantly,
the knowledge that everyone has integrity.”

LEADERSHIP. What does this mean for
Air Force Pilots? For integrity and trust to
exist in a unit the commanders must support
and actively promote the right philosophy.
If the commander doesn’t demonstrate that
he/she has integrity, the unit is destined to
have  problems. Groben  thinks:
“Commanders need to personally address
and speak with all pilots to explain what
integrity means, why it’s important, and
what is expected from each pilot. They must
specifically address situations where known
violations of training rules happen
frequently and encourage senior pilots to be
publicly self-critiquing as an example to the
new and less experienced flyers.” This will
probably be somewhat difficult for many
commanders and senior pilots because of the
“touchy, feely” nature of it all. Actually,
many squadrons have this exact
environment; however, it may not be
recognized as such and talked about enough
to keep the integrity and trust alive into the
distant future. Groben asks: “What’s the
culture in your squadron, and what are you
as a commander doing to change and
improve it? Have you accepted that your
unit has a culture? If not, look critically at
how people operate and you will find a
prevailing attitude that explains most of your
unit’s failures and/or successes.” Fly Safe!









THOUGHTS ON THE CULTURE WORKSHOP
AND OTHER THINGS

I just finished a Culture Workshop for what I would call a “little better than fleet
average” squadron. I say that with a great deal of respect, because I believe that a “little
better than fleet average” squadron is a very effective organization. In my book, a “little
better than fleet average” represents a unit that on a daily basis confronts and overcomes
challenges that most of the planet does not even know exist. “Fleet average” squadrons
are probably the biggest reason I am still in the Navy, because in my heart I believe from
the most junior sailor to the C.O. they represent all that is best in the Navy as well as the
human experience. I have probably seen better squadrons, and I know I have seen worse,
but most importantly I know that I would be proud to be counted as a member of this or
any other “fleet average squadron.” I am saying this up front as a disclaimer, because it is
important that any inferences or examples I draw upon that may appear unflattering be
taken in the appropriate context.

I believe the workshop was very effective, but as I was leaving the squadron I had mixed
emotions. As always I felt like I had done a good job and “earned my pay.” The seminars
were well attended and very engaged. I am very confident that through the workshop
process the squadron had gained some valuable insights, and been provided with a
tremendous window of opportunity to make significant improvements in their operation. I
was also perplexed by the nagging question, would they?

This was the second workshop this squadron had done in a relatively short period of time,
and as luck would have it, I was the facilitator for both. Many of the key players had been
on board for both events, so I had a chance to gather some firsthand insight on how this
particular unit had progressed in the interim. The squadron had acted on many of the
issues that had surfaced in the previous workshop, and had made some significant
improvements at what I will call the tactical level. Both individually and as a group they
were very positive about their previous experience, and said it had made a difference.
They had instituted an ORM program, and across the board they were the best squadron I
have observed at being able to at least list the five steps of the ORM process. They had a
little difficulty with the principles, however, and implementation was generally limited to
an adjunct exercise in matrix interpretation.

They were well into their IDTC, and the operational pace was significantly higher than
during the last visit.

As the workshop progressed, it was very apparent that the cost of doing business was
high, and that at the root many of the same core issues that had confronted the squadron
during the previous visit remained. Although I found this a little disappointing, it was not
unexpected, and is probably very close to the norm. The human factors that define the
performance of an organization, both good and bad are perishable. Unfortunately, as
much as we may wish otherwise, the reality is there is no “endgame,” because the contest
never ends. The value of the Culture Workshop, much like a NATOPS test, is not in the
score, but in the study and reflection that goes into the preparation and execution both



before and after the event. I am absolutely convinced that in the end, any long-term gains
will be won by facilitating the development of our talent. As Culture Workshop
facilitators, if we can help our customers to hit singles by throwing enough batting
practice, “grand slams” are inevitable. If I did not believe this I would have moved on a
long time ago. '

The institutional challenges faced by the Navy and on a larger stage by our society as a
whole, have been created and nurtured over generations. They are not new, and at their
core are part of our common human heritage. The particulars might vary, but Naval
Officers across the ages would easily recognize the fundamental issues.

Although it is intellectually convenient to talk about doing “the right thing,” walking the
walk is a whole lot tougher. Taking care of our individual needs is a pretty significant
driver in our daily existence. Who among us does not desire to make their personal
situation better? That very drive is what has propelled humanity throughout time.
Channeled correctly, the desire to succeed is and will continue to be the source of our
finest accomplishments. The great challenge comes in the paths we choose to achieve our
goals.

On the surface we learn very early that results matter. They are measurable. They can be
quantified. Most importantly they lend themselves nicely to data analysis. The only
problem is that once in a while “figures lie and liars figure.” Furthermore, even the best
data is subject to the broad brush of interpretation, and the natural course of action is
generally to try and make the brush cast the best possible light on the particular canvas
being painted.

Having said that, we all recognize that a child learns very early that personal rewards are
tied directly to results. Presented with the choice of being given the answers to a test, or
studying many hours to demonstrate the same final product presents a pretty significant
and basic choice. Do I take the easy road, or the one “less traveled by?” I think we can
all agree that the natural inclination is often the path of least resistance, despite the long-
term negative consequences to the individuals underlying educational and moral
foundation. The fact of the matter is that most rational societies invest significant effort in
teaching and challenging their heirs to take the more difficult path. Fundamentally, they
recognize that at the end of the day a solid moral foundation is the key to overcoming
adversity and provides the highest probability of triumph. They also understand,
however, that a moral compass is not necessarily issued as original equipment. As a point
of emphasis, consider all the effort the United States Naval Academy is now placing on
character development and ethics.

Those types of choices do not go away, or get any easier as we get older. For most of us
they just become a little more subtle and subject to a healthy dose of rationalization.



Throw in a little career pressure, some object lessons in economic reality, and then tie
that to a seniority based promotion system, tempered by the promise of performance, and
you may discover an organization that on occasion is subject to some institutional deceit.
In times of plenty, some of these challenges can be masked by an overabundance of
resources. If there is room for everybody at the table and then some, waste and
inefficiency can be overlooked, and the motivation to improve can easily be relegated to
an intellectual exercise. Deficiencies can be ignored without immediate impact because
many problems can be overcome by throwing enough resources at them.

In times of scarcity, however, the opposite is true. The realization that there won’t be
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